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1. Problem consciousness and research objective 
It has been said that educational works are extraneous to evaluation due to their 
special character and forced evaluation would have negative effects. As our society has 
acknowledged the necessity of information disclosure, accountability, and other 
democracy-functioning measures, however, emphasis on achievement, customers, and 
market is also placed in school education management. This is a shift from conventional 
prior control based on a standard (traditional bureaucratic system) to “management of 
results” based on the NPM system that emphasizes ex-post assessment. Under these 
circumstances, schools and teachers now undertake a central role in responsibility for 
the results of education released to the market. 
The “Educational Personnel Evaluation System in Tokyo Metropolitan” (hereafter 
referred to as the Evaluation System) was introduced in April 2000 as a pioneering 
teacher evaluation system. Toyokazu Urano1 criticized that the Evaluation System 
either did not attain its aim, or failed. When I conducted a hearing survey (hereafter 
referred to as the interview) on the Evaluation System in public junior high schools in 
Tokyo, it was my impression that both evaluators and evaluatees were skeptical about 
the Evaluation System. 
I would like to point out that the System does not function and has little effectiveness 
mainly because teacher’s opinions are not fully taken into account in developing the 
System. Every school has its own situation, and receives opinions and expectations from 
children, students and guardians. A highly effective teacher evaluation system can only 
be established on a more realistic basis when these views are properly accommodated. 
In this research, I first studied the trend of teacher evaluation systems and 
summarized significance and problems of the systems based on the results of prior 
studies on teacher evaluation and the interview. Then I examined the summary and the 
analysis of the “Consciousness survey of managers and teachers at public schools in city 
A on the teacher evaluation system” (hereafter referred to as the consciousness survey), 
and investigated what constitutes the ideal framework of an effective teacher 
evaluation system. As “No evaluation means no improvement,” proper assessment is 
required on organizational conditions and the surrounding conditions of schools 
including the schools themselves, teachers, staff, and education boards in order to 
improve (or better reform) school education. It is therefore important to study teacher 
evaluation systems as a means for such school improvement. 
 
2. Suggestion of development of teacher evaluation system in Japan in view of teacher 
evaluation policies in the United States and Great Britain. 
In the United States, many individual teachers at schools (not just teacher’s 
associations) participate in the development of a teacher evaluation system, which leads 
to reliability and smooth introduction of the system. Texas utilizes the test scores of 
students for the system. This is because of the general educational understanding in the 
United States and Europe that the teacher’s educational responsibility lies in the 
improvement of basic scholastic proficiency of students in major subjects and the 
proficiency is measured by scores of achievement tests. In fact, achievement scores are 
clear and definite to everyone and highly objective. However, Japanese public education 
does not only aim (at least apparently) at the improvement of scholastic proficiency that 
can be measured with tests, but also has the important target of “character building” 
(Article 1, Basic Education Law). Therefore we should not formally imitate and 
introduce a system from other countries with different social conditions. 
Many teachers support the British teacher evaluation system because it focuses on the 
functional development of teachers as experts and adopts a transparent and reasonable 
evaluation process. The credibility of the system is enhanced by the presence of “job 
description.” The job description is established when a teacher signs a job contract to 
define the details of the job content of the teacher in a similar way to other contracts in 
this contract country. (It is not obscure like the regulation “Teachers shall educate 
children” in Article 28 of the School Education Law.) In Britain it is considered that 
accurate assessment of teachers requires a specific job description shared between 
evaluators and evaluatees. I read some job descriptions and found them very simple and 
limited compared to the job scope and the job content of teachers in Japan. The British 
job description clearly shows specific items that teachers, the evaluatees, should 
concentrate on to contribute to the “school development plan.” This clarity leads to the 
credibility of the system. 
 
3. Significance and problems of teacher evaluation system 
(1) Significance 
(i) Overcoming problems of performance rating system 
(ii) Achievement of public accountability 
(iii) Expectation of improvement of school management ability of school managers 
(iv) Improvement of negative aspects of teacher’s culture 
(2) Problems 
(i) Adequacy of NPM-type educational reform 
(ii) Replacing “school problems” with “problems of ability of individual teachers” 
(iii) Bad influence on cooperative environment of teachers 
(iv) Small-minded education due to “pursuit of objectiveness of evaluation" 
 
4. Survey results 
(1) Hearing survey 
I conducted a hearing survey at schools in Tokyo where the Educational Personnel 
Evaluation System has actually been implemented to identify significance and problems 
of the System. I found one advantage in that communication between principals and 
teachers has become active and school manager’s performance has been improved, and 
one problem in that high level objectiveness is required and it is unclear how evaluation 
results should be used. 
 
(2) Consciousness survey 
I created survey questions on the significance and problems of the evaluation system 
and conducted a consciousness survey in city “A” where the teacher evaluation system 
has not been introduced yet. The aim of the survey was to obtain some clues on how to 
utilize the teacher’s view for the development of the teacher evaluation system. The 
following is a summary of the survey results. 
(i) Condition development for implementing teacher evaluation system 
The job description of most teachers is not clearly defined and they have to perform 
many miscellaneous duties.2 Also, the teacher training system is unsatisfactory. 
Although they have daily communication with school managers, they seem to feel 
anxious about the management ability of the managers. Teachers have some degree of 
autonomy in job objective management, although achievement and problems of their 
jobs are not properly handled. Regarding school management policy, more than 70% of 
teachers consider that they need an organizational objective and all teachers and staff 
should be conscious of this. However, they also think that the objective should not be 
determined by the authority of principals but “teacher’s opinions need to be reflected in 
determining the policy” or “principals can determine the policy but need to gain the 
understanding and confidence of teachers.” 
(ii) Objective evaluation and teacher’s work 
School managers and teachers both seem to be anxious about harmful effects in the case 
where teachers perform only conspicuous work easily yielding results, and do not expect 
schools to be improved if teachers only work at making their achievements clear to 
everyone. 
(iii) Relative evaluation and cooperative environment at schools 
Young teachers who tend to pursue achievement seem to consider that linking 
achievement relatively to salary would not activate schools. Both school managers and 
teachers are concerned about the negative impact of relative evaluation on their 
teamwork at schools. 
(iv) Objective, management and content of teacher evaluation system 
More than half of both school managers and teachers admit the necessity of the teacher 
evaluation system. Both groups consider the most important reward of  their job is 
firstly “the pleasure of children and guardians,” and then “opportunities to improve 
ability.” School managers consider that “salary or other material rewards” and “praise 
from school managers” should also be rewards of the job, but teachers do not regard 
these as being very important. 
(v) Others (general comments on teacher evaluation system) 
Most comments of school managers and teachers were not related to the profitable 
aspects of the system, but rather to what they think would be problems. 
 
5. Summary and discussion 
(1) Means to achieve objective 
(i) Improvement of morale 
In most teacher evaluation systems already implemented or to be implemented in 
Prefectures, a system to reflect the evaluation results relatively to salary is adopted to 
improve morale. This follows the “New performance-based personnel system” 
emphasized in the recent civil-service reform. Relative reflection of evaluation results to 
salary can enhance incentive only if the evaluation results are highly objective based on 
clear facts. If the evaluation results come from the evaluator's experience and intuition, 
the results have variation and hence damage the credibility of the system. It is, however, 
considerably difficult to evaluate the achievement of teachers in an objective manner, 
and too much emphasis on the objectivity of teacher evaluation could scale down 
education. In the consciousness survey, I received the following replies to the question 
“Recognizing teachers, who gain conspicuous achievements or perform excellent work 
obvious to everyone, as distinguished teachers and rewarding them will either lead to 
the improvement of education or not.”: 
 
“More and more teachers will do conspicuous work.” (School manager) 
“In the field of education where people teach people, achievement cannot be measured 
just by the progress of scholastic performance. It is highly complicated. Education 
should not be based only on achievements that are blatantly obvious.” (School manager) 
“Not just explicit achievements are important. Wining an award in a competition is not 
related to the height of the education level.” (Teacher) 
 
The situation where “selfish players damage the relationship among teachers” could 
arise, as pointed out in a reply to the survey. Daily education by “distinguished” 
teachers is in fact supported by teacher colleagues and the culture of their school. That 
is, educational achievement is a result of complex elements interacting with each other 
and cannot reasonably be attributed to the performance of individual teachers. Works 
that only follow the easiest route would not lead to the improvement of education. Also, 
the United States has experienced (failure of merit-pay system3) that reflection of 
evaluation results to benefits (salary in particular) with fixed total personnel costs has 
harmful effects on the cooperative relationship at schools. All the replies in the hearing 
survey in Tokyo were opposed to the reflection of evaluation results to salary. This 
stance can also be seen in the replies to the question “Every teacher competes with one 
another to make educational achievements, and the achievement result is relatively 
linked to salary. This circumstance may or may not activate school education.” Here are 
some replies: 
 
“I’m anxious about teacher’s teamwork.” (School manager) 
“Competition is sometimes a good thing, but also sometimes leads to a negative impact 
on teachers. Competition could cause unnecessary problems.” (School manager) 
“Harmful competition principle. Teachers will try to hinder each other. The tendency 
would be enhanced if the evaluation result is linked to salary.” (Teacher) 
“In a company, achievement can be clearly measured for example by sales. But at school, 
a place for educating students, how can we assess achievement?” (Teacher) 
 
If colleagues in the teacher’s room are all competitors with fixed total personnel costs, 
how can a cooperative relationship and fellowship be established? 27% of school 
managers and 6% of teachers agreed that the reflection of achievement result relatively 
to salary would activate school education, while 30% of school managers and 72% of 
teachers disagreed. Also, those who marked “Cannot select” gave reasons for their 
answer with skeptical views about the effectiveness. All these replies indicate low 
effectiveness and unreality of the system that reflects the achievement result relatively 
to teacher’s benefit. We should prevent the reform “big shot” from destroying the good 
qualities schools have developed. 
Then how should we improve the morale in teacher personnel management? The 
survey results indicate that the most important reward for jobs by teachers and school 
managers is the “pleasure of children and guardians.” We need a system to deliver this 
“pleasure of children and guardians” to teachers who are actually engaged in education. 
Both school managers and teachers also picked out “opportunities to improve ability” as 
an important reward for jobs. The result indicates that they consider improvement of 
their own performance by continuous learning is not a feature or duty of educational 
experts, but an important reward for their jobs. It is therefore an effective measure to 
“establish a training system (as well as determining its content and the number of 
trainings) and allow sufficient time to respond to actual problems that change on a daily 
basis and to improve their own ability” for rewards to teachers and improving morale. 
 
(ii) Activation of organization 
According to Shinichi Tokura4 the largest impetus of school reform is “not to pursue 
individual achievement but to establish fellowship at schools.” However, a recent study 
indicated a tendency towards lack of intimacy in the fellowship among teachers. Also 
the consciousness survey shows that a considerable number of teachers pay heed to a 
colleague’s small work volume in their daily work. The teacher evaluation system 
should therefore be designed and operated to strengthen the cooperative relationship 
among teachers. I think the enrichment of “opportunities to improve ability” mentioned 
in subsection (i) is effective for the activation of school education, because a shared 
understanding of the actual condition of students and establishment of a target to aim 
at would be promoted by studying other teacher’s efforts in such enriched training 
systems. To realize this, school managers need to establish an organization with 
reflection in school management. The teacher evaluation system emphasizing 
“opportunities to improve ability” must be helpful for the establishment of the 
organization. 
 
(iii) Performance improvement of teachers 
Although teachers should continue learning and improving throughout their lives, the 
conventional performance evaluation system did not have a function that is linked to 
the performance improvement of teachers. However, if the new teacher evaluation 
system has a performance development management system that promotes effective 
functioning of internal personnel hiring, the evaluation system has large significance 
from the perspective of personnel management. Also, as mentioned in subsections (i) 
and (ii), the development of various conditions to improve teacher’s ability would result 
in achievement of the objectives such as improvement of morale and activation of 
organizations. Schools would be improved by the system where evaluators have a deep 
understanding of each teacher’s needs and demands in educational jobs and use the 
understanding for appropriate training activities. 
However, as seen in the consciousness survey, many teachers (75%) consider the 
training system has not been adequately developed to establish the system inside and 
outside schools and secure sufficient time. Development and improvement of the 
training system has to be performed in school management and educational 
administration. A system is required for teachers to access training opportunities 
necessary for their performance improvement. 
 
(2) Evaluation points suitable for teachers 
A capable person performs his job with high motivation and makes achievement as a 
result. This is how the work progresses. Ability and motivation are the input that 
individual person feeds into their work and achievement is the output of the work. Too 
much emphasis on the output may create problems in educational works. In the 
consciousness survey, teachers and school managers ask questions like “What is the 
definition of achievement?” and “It is not clear how achievement is attributed to each 
individual.” Even if an evaluatee has ability and motivation at a certain, stable level, 
the work achievement can largely change depending on the conditions inside and 
outside the school, not just on personal condition. So if emphasis is placed on the output, 
an unfair situation arises. For example, teachers allocated to a school or class where 
achievement is barely accomplished may be given low evaluations. Also usually a 
short-term evaluation (conducted every fiscal year) is given to the output, and 
evaluatees try to make high achievements in a short period of time, which is another 
problem. In Japanese schools, most works are not suitable for the short-term evaluation 
as seen in the replies to the consciousness survey. Some children develop slowly. If 
evaluation focuses only on the output, evaluatees cannot work with a long-term vision. 
On the other hand, if evaluation placed emphasis on the input, most problems such as 
dependence on the work environment and lack of long-term vision could be avoided. 
However, the evaluation of motivation, one of the inputs, tends to vary from evaluator 
to evaluator. Not only should the evaluation of motivation be based on objective facts (as 
in the competency evaluation method, for example), but also high credibility would be 
achieved by a well-balanced combination of motivation evaluation with ability 
evaluation although more emphasis should be placed on ability evaluation. 
What kind of ability did the evaluatee acquire and how much time did he/she spend 
on acquiring it? In what situation and how was the ability manifested? (Is it not “how 
much achievement did he/she make?”) How much motivation did he/she find in the 
process? I think a system with these evaluation points would be suitable for teachers. 
 
(3) Evaluation method suitable for teachers 
(i) Evaluation method 1 “Evaluation of growth orientation” 
If we use the “opportunities to improve ability” of teachers as a measure and “ability” 
as a central focus of evaluation to reach the target of the teacher evaluation system, the 
growth-oriented evaluation method “formative evaluation (cooperative evaluation by 
evaluator and evaluate)” would be the best and most effective method. For teacher 
evaluation to have a positive impact on actual education, teachers and other involved 
parties should approve the system. In particular, it is most important for evaluatees to 
fully understand the evaluation results. If evaluatees are not satisfied with the 
evaluation results, the results would not be fed back immediately but rather cause 
negative side effects such as morale degeneration and education practice withered by 
worrying about what others think. Formative evaluation, on the other hand, is 
considered effective to increase the satisfaction level of evaluatees because, in formative 
evaluation, evaluators and evaluatees communicate with each other to confirm 
achievement results and remaining problems. The central point of formative evaluation 
is the so-called target management evaluation method. The evaluation is conducted in 
the following steps: 
 
At the beginning of each fiscal year, evaluatees set their own target in accordance with 
school management policy, and present details of the ability development plan 
necessary for achieving the target. 
Evaluators interview evaluatees to confirm the target and the development plan, and 
give guidance and advice. Also evaluators present details of the support plan necessary 
for developing the ability of examinees. 
In the middle of the fiscal year, evaluators interview evaluatees to confirm the progress 
of the development plan and modify the plan if necessary in a cooperative manner. 
At the end of the fiscal year, evaluators interview evaluatees to evaluate achievement in 
comparison with the target. Evaluatees use the evaluation results, which are created 
under an agreement with evaluators, for further enrichment and improvement of future 
works and for target setting and self-development in the next fiscal year. 
 
What if we apply the target management evaluation method to the current 
educational circumstances? The consciousness survey shows that the autonomy of 
evaluatees (teachers), which is a necessary factor for target management evaluation, is 
mostly maintained. The problem is that teachers at schools do not fully understand the 
achievements and problems of their work irrespective of their autonomy. In other words, 
they do not feed back the work achievements sufficiently to the next step. To overcome 
this situation, evaluators of target management evaluation can make a significant 
contribution. 
Another issue is school management policy that is used as a basis of target setting at 
the beginning of each fiscal year. In the consciousness survey, most teachers replied that 
“teacher’s opinions need to be reflected in determining the policy” or “principals can 
determine the policy but need to gain the understanding and confidence of teachers.” 
Namely, they consider that, although principals are allowed as a rule to set school 
management policy, it does not work unless teachers keep such policy in mind. School 
management policy should be established with careful consideration of this point. Some 
teachers replied “I’d rather not agree” and gave reasons such as “details of school 
management policy has not been presented to me” or “even if it is presented, I cannot 
take it into account because of its abstractness (as in the expression ‘lighting up of the 
children’s faces.’” In target management evaluation, abstract school management policy 
will create difficulty in setting personal targets and conducting evaluation. More 
specific and clearer school management policy needs to be presented. 
 
(ii) Evaluation method 2 “Evaluation of accountability orientation” 
Not only formative evaluation in evaluating ability, but “overall evaluation” in 
evaluating the “minimum necessary qualification and ability5” is also required for 
balancing the entire evaluation system. Formative evaluation is growth oriented while 
overall evaluation is accountability oriented6. Overall evaluation focuses on absolute 
evaluation of some limited parts of a teacher’s work. Strict response to teachers who 
notably lack teaching ability and qualification would maintain the social credibility of 
teacher personnel management. What is important is that the evaluation standard of 
the “minimum necessary qualification and ability” should be reasonable and 
satisfactory to teachers and other involved parties. 
To solve the problem of teachers lacking teaching ability, schools need, as part of 
accountability, to check if each teacher has the minimum ability for pursuing their tasks 
and expose problematic teachers lacking qualification. However, as seen in the 
consciousness survey results, most teachers (77%) consider that they cannot receive 
adequate support in a difficult situation. Under the circumstances, it is not fair to check 
whether teachers have the “minimum necessary qualification and ability.” Before 
implementing the evaluation system, a support system for teachers (including mental 
health care) needs to be developed to take necessary action before a serious situation 
arises and not to eliminate teachers facing difficulty7. Support and recovery of 
weakened teachers would be a more effective use of human resources than selection and 
elimination of the teachers for metabolism8. To establish such a system, I think it 
necessary to incorporate a function that encourages “teachers facing difficulty” and 
leads to effective measures to improve circumstances. 
 
(4) Ability necessary for evaluators 
(i) Ability to establish relationship of mutual trust 
The relationship of mutual trust between school managers and teachers is of course 
necessary for school management, and the teacher evaluation system does not work at 
all without this relationship. In particular, formative evaluation is based on 
communication between evaluators and evaluatees and hence school managers have to 
always try to establish interactive communication with teachers with a fair, unbiased 
attitude. We could expect that the introduction of a formative evaluation system induces 
active communication between school managers and teachers. In the consciousness 
survey, more than half of both school managers and teachers replied “although we have 
a good relationship at school, school managers are not very helpful for overcoming daily 
difficulties." Teachers would not be able to trust evaluation made by school managers 
who cannot present their ability in difficult situations. We may need to examine the 
background of the reply “we have a good relationship at school.” 
One of the reasons why school managers are not helpful in daily difficult situations is 
that teachers think “school managers do not deeply comprehend the contents, 
significance, and problems of a teacher’s work." For an effective teacher evaluation 
system, evaluators need to understand the contents, significance, and problems of the 
daily work of all teachers. At least, school managers should try to make evaluatees, i.e. 
teachers, feel that school managers fully comprehend the contents, significance, and 
problems of a teacher’s work. However, this problem is not attributable to the 
management ability of school managers alone, but the current situation should be 
reviewed by asking whether school managers have adequate physical conditions, e.g. 
time  to comprehend contents, significance, and problems of teacher’s work. 
 
(ii) Accurate evaluation ability 
Accurate evaluation ability of evaluators is necessary to convince evaluatees. 
Particularly in the “overall evaluation,” it is important that the evaluation standard 
does not vary from evaluator to evaluator and all evaluations are conducted fairly with 
a single standard. For this purpose, evaluators need to undergo thorough training with 
a clear aim. More specifically, the aim should include “deepened understanding of 
contents and method of teacher evaluation system,” “prevention of evaluator’s mistakes 
by clarifying the rules of teacher evaluation,” “understanding of how to utilize the 
evaluation system for developing teacher’s ability” and others. 
 
(iii) Abilities of explanation and persuasion 
High level abilities of explanation and persuasion of the evaluators are quite 
important for evaluatees to accept results of personnel evaluation in which people 
evaluate people. Evaluation would not be effective without the evaluatee’s agreement 
and understanding, no matter how objective the data that evaluation is based on is and 
no matter how strong the authority of the evaluators. Evaluators are required to have 
high level communication skills of explanation and persuasion for examinees by 
showing the feasibility of such evaluation results and how the evaluation results lead to 
the improvement of schools and have a great advantage also for the examinees. 
Here, communication skill does not mean just “speaking skill.” Yoshio Komatsu, 
former principal of a junior high school, offered valuable insight for this point10. 
“’Understanding’ is created by having a heart-to-heart talk. The ‘talk’ does not mean 
just hearing other opinions, but should lead to the creation of new value in ‘mutual 
recognition in developing a relationship.’ For the mutual recognition, we need fairness 
consciousness to respect other’s right, as well as responsibility consciousness to protect 
and strengthen the right creatively and cooperatively. And ‘learning’ appears in this 
process.” 
I think this “consciousness” is an important clue for success of the evaluation system. 
For smooth functioning of the evaluation system, it is necessary to develop conditions 
for school managers to improve their evaluation ability and lead school management. In 
particular, we may need to give them stronger authority and discretion in school budget 
and personnel matters. The government should develop such conditions and make 
“school manager” an attractive position. 
As a matter of course, strong authority is accompanied with heavy responsibility. The 
evaluation of school principals11 should be conducted taking full account of their huge 
responsibility because the evaluation of school principals has a large impact on school 
education and teachers. 
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